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DESCRIPTION OF PROCEEDINGS 



1. Introduction 

Basic Education for Mghan Refugees (BEFARe) started in Oct. 1990 as a follow-up project of Pak- 
Gernian Bas-Ed and is located in Pakistan's North West Frontier Province, with its head office in 
Peshawar. BEFARe is a bilateral project of Pakistan and Germany and is implemented through the 

Geman Technical Cooperatin (GTZ). 

BEFARe aims at contributing to the improvement of basic education for Afghan refugees. The second 
two-year phase of the project will end by October 1994. Thus, from 24.04 upto 28.04.1994 a planning 
workshop was conducted to plan for the next two-year phase starting Nov. 1994. The ZOPP V workshop 
was held in the premises of BEFARe and the senior staff as well as representatives from other agencies 
engaged in basic education participated in it. The ZOPP-workshop revised the Project Planning Matrix 
(PPM) in \'iew of the difficult situation in Afghanistan and the slow process of repatriation of refugees. 

The Z(3PP V workshop identified the over all goal to which the project wants to contribute as "Basic 
education for Afghan refugees improved" and the project purpose itself "Effective teaching and learning 
at the basic education level for Afghan refugees enhanced." 

The following concrete results which the project should achieve through its activities were defined and 

agreed upon: 

1 Teachers trained to work with project and non-project materials on learner-centered basis 

2. Appropriate teaching, learning and training material provided. 

3. Literacy skills acquired by male and female participants. 
4 Knowledge about mother and child health care acquired. 

5. Closer links with afghanistan to support basic education established. 

6. Management competence on different levels strengthened. 



For each of these six results the participants of the ZOPP V workshop formulated 3 to 10 activities which 
they thouglit were necessary to be undertaken in order to achieve the results. 
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2. Plan of Operation 

2.1 Objectives 

The Plan of Operation aims at formulating detailed planning steps (sub-activities) for the whole project 
period based on the objectives agreed upon during the ZOPP V workshop and documented in the PPM. 
The Plan of Operation includes (1) activities, broken down in steps or (2) sub-activities with targets and 
their (3) indicators, including the period in which it has to be carried out, represented through (4) time 
lines, and with the designation of (5) the person responsible for the activity. The indicators help the 
project management to assess the achivements and bottle-necks in plan implementation. The definition of 
time periods allows a consistent and ballanced allocation of resources. 

2.2 Preparation 

The planning workshop was held in the week immediately following the week in which the ZOPP V 
workshop had been held. Thus, the participants from BEFARe were still quite aware of the discussions 
and results of the ZOPP workshop and could immediately embark on the task to more clearly define the 
set of activities to be undertaken and the timing involved. 

The format of the Plan of Operation was taken from the previous Plan of Operation Workshop in Dec. 
1992, in which there had been a lengthy discussion about the formal requirements. The format which had 
been 'adopted at that time was thought to be quite suitable for the present Plan of Operation, too. Since 
the OPS system broke down (did not function when used), it was decided to document the planning 
results with WordPerfect 5. 1 . 

2.3 Plan of Operation 

The workshop was held on Monday, 02.05 up to Wednesday, 04.05.1994 at the BEFARe office in 
Peshawar. 13 senior project staff attended the workshop. It was not thought to be useful or necessary to 
involve non-project participants in the planning at this level. Most of the participants also had taken part 
in the ZOPP workshop the previous week and in a ZOPP training before that, and so almost all of them 
were quite familiar with the planning approach. 

The previous Plan of Operation had been distributed to the participants before the workshop so that they 
also had a chance to familiarize themselves with the structure and as a reminder. Since some activities 
did not differ from those of the still on-going phase most participants easily gained access to the plannmg 
logic. 

On the first day, after a short general introduction and discussion about the proceedings, the workshop 
participants were divided into six groups of 2 to 3 members who were then dealing with the activities 
pertaining to the six results. It was decided that the task of the first day should be to break-down the 
activities into sub-activities and to define one indicator for each. The moderator assisted the groups m 
turn with their tasks, and when required the Project Director Dr. Hirth joined the groups for discussions 
and for clarifying priorities and requirements. Most of the groups were able to complete this task dunng 
the first day of the workshop. 
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The second day of the workshop was used for discussing and fixing the timing of the activities. Since 
some of the activities were dependent on the successful completion of other activities by other sections 
the participants were encouraged to cross-check with the other groups. While the groups were finalizing 
their time schedules the Project Director and the Moderator once again cross-checked the consistency 
and the interdependency of the timing. By the end of the second day only minor changes and adjustments 
needed to be made. 

The third day morning was used for finalizing the last activities and discuss and fix the responsibilities. 
By 11.00 am a final WTap-up session for the entire workshop was held in which the workshop 
participants expressed their satisfaction with the resulting Plan of Operation. They also appreciated the 
fact that after completing the whole planning cycle they now understand the project better, can appreciate 
other sections' contributions and have the feeling of being able to handle their own affairs in a better 
way. 

It was agreed that the draft of the Plan of Operation would be finished the same day and the computer 
print out cross-checked by the Project Director and the Moderator. After that the draft would be 
circulated to the different sections and changes, if required, would have to brought to the notice of the 
project management within one week. 

The moderator and the computer assisant then edited and finished the draft of the Plan of Operation, 
which was cross-checked on the next day. 



3. Conclusion 

The Plan of Operation workshop took place in a very cooperative, constructive and motivated atmosphere. 

During the workshop it became clear, though, that some minor changes would have to be made in the 
previously agreed upon list of activities as originally documented in the PPM. These changes and 
adjustments were intensively discussed and then decided. 

Attempts were made to fonnulate the desired achievements in the most realistic way and with a certain 
flexibility. Since most of the senior staff already had some years of experience with the project the plans 
were thought to be quite adequate. 

It became evident that a revision of the existing project monitoring procedures might be necessary. First 
of all, because new activities and results had been defined. Secondly, because certain gaps in the present 
monitoring process became apparent, and thirdly, because in the future more care should be taken in 
monitoring and evaluating the impacts of different activities, so that the effectiveness of the entire 
programme or certain components might be evaluated. This is even more important in the light of reduced 
funds and enhanced awareness of programme quality. 

I want to express my sincere thanks to all the participants of this workshop as well as BEFARe's support 
staff for their active and constructive involvement and the successful completion of their plan. I am sure 
that it will further strengthen the efforts of the staff to support Afghanistan and the refugee population in 
Pakistan through better basic education. I am also sure that the project now is laying the foundation for a 
future engagement of its staff in the reconstruction of the education system in Afghanistan itself, tor 
which I wish them all the best. 



Dietmar Herbon 
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